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IMPLEMENTATION GUIDELINES
FOR “EVALUATION METHODOLOGY FOR PROPOSALS” POLICY

This document (“Guidelines”™) provides instructions on how to implement the Los Angeles
County Board of Supervisors (“Board”) Evaluation Methodology for Proposals, Policy No. 5.054.
These Guidelines address the following areas:

1.0

2.0

e Introduction/Background
e Department Responsibilities
e Description of the Informed Averaging Methodology

Introduction/Background

On March 31, 2009, the Board approved an Evaluation Methodology for Proposals,
Policy No. 5.054. The goals of the Policy are to provide a standardized process that is
consistent, objective, fair, and which can be properly documented. As described in the
Policy, the Informed Averaging methodology is the County standard for scoring and
evaluating competitive solicitations. As referenced in these Guidelines, “competitive
solicitation” includes Request for Proposals, Request for Statement of Qualifications, and
other solicitations where proposals are evaluated and scored by a committee that
considers several factors, such as qualifications, experience, work plan, and price.

Consistent with the March 31, 2009 Board action, effective June 1, 2009, all departments
are directed to utilize the Informed Averaging methodology in evaluating proposals
received as a result of competitive solicitations. Exceptions to the use of this
methodology must have formal Board approval prior to releasing a solicitation document.

These Guidelines are intended to provide County departments with assistance relative to
the application of the Informed Averaging methodology. Sample evaluation instructions
and evaluation documents are attached to these Guidelines for instructional purposes
only. These Guidelines do not prohibit departments from establishing their own
evaluation instructions, evaluation documents and accompanying protocols, provided
they are consistent with the overall principles of the Informed Averaging methodology.

Department Responsibilities

Departments are responsible for maintaining the integrity of the evaluation process by, at
a minimum, ensuring the following:

2.1 Clearly defining an evaluation process that includes, at a minimum:
(@) instructions that evaluators are to arrive at scores independently; (b)
any revisions to scores are made at the individual evaluator's discretion and are
properly documented; and (c) evaluation documents are retained to provide an
audit trail of the evaluation process.

2.2 Developing evaluation documents that comply with the Informed Averaging
methodology and that are tailored to the department's unigue solicitation
requirements.
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3.0

2.3 Determining the size and composition of the evaluation committee. It is
recommended that the evaluation committee consist of at least three evaluators
with attention given to subject matter expertise in categories related to the
contracted services.

2.4 Assigning a facilitator that will schedule and conduct all meetings with the
evaluation committee. The facilitator must be familiar with County contracting
policies and procedures, and is tasked with ensuring compliance with these
County contracting policies and procedures. The facilitator is not a voting member
of the evaluation committee.

2.5 Coordinating the evaluation process and ensuring that all evaluation documents
(as defined in Section 3.0 below of these Guidelines) are retained consistent with
the Board-approved Countywide Record Retention Schedule for contracts and
contract-related documents.

Informed Averaging Scoring Methodology

The department designates a facilitator who is familiar with County contracting policies
and procedures. The facilitator is tasked with managing the integrity of the evaluation
process but is not a voting member of the evaluation committee.

The department develops evaluation documents that are consistent with the solicitation
document and identify categories being evaluated, weights given to each category, and
clear instructions. Without limiting the foregoing, the evaluation documents also identify
any categories of the evaluation that will be reviewed by one or more subject matter
experts. These categories typically include reviews of references, County's Contract
Database, contract terminations, pending judgments/litigation, financial capability, labor
law violations, and exceptions to the sample contract, as well as to review of proposers'
cost proposals and, if applicable, the cost effectiveness of such cost proposals
(Proposition A).

Departments may continue using any existing processes for reviews by subject matter
experts, provided that: (1) departments document such processes in the evaluation
documents and communicate such processes to the evaluation committee; (2) if the
processes include having evaluators score any categories reviewed by subject matter
experts (as opposed to subject matter experts assigning the scores), such scoring must
be in accordance with the Informed Averaging methodology; and (3) such processes do
not conflict with these Guidelines. Additionally, documentation supporting the subject
matter expert's review will be considered a part of the evaluation documents and
therefore retained by departments in accordance with these Guidelines.

An initial meeting is scheduled and held with the identified evaluation committee
members. The facilitator distributes all relevant documents to the evaluators, including
the solicitation document, proposals that met the minimum requirements, and one set of
individual evaluation worksheets for each proposal. The proposal evaluation instructions
are discussed to ensure the evaluators understand their responsibilities and the
evaluation process (Exhibit 1).
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Following the initial meeting, evaluators independently review and score the proposals by
utilizing the solicitation document and individual evaluation worksheets. Each evaluator
records his/her score and corresponding comments for each rating factor on his/her
individual evaluation worksheet (Exhibit 2). All evaluator's comments, notes, questions,
etc., are included only on the individual evaluation worksheets and appropriately support
the assigned ratings.

The evaluation committee convenes to discuss the individual scores assigned to each
rating factor. The purpose of the meeting is to discuss the basis for individual scores, but
not for the evaluators to agree upon a particular score.

After the group discussion and the meeting concludes, each evaluator is given an option
to revise his/her scores and corresponding comments. Evaluators make independent
determinations for any revisions in scores and/or comments based on their review and
understanding of additional information they may have obtained by the group discussion.
In the event that a score is revised, the evaluator strikes out the original score,
documents the new score and provides comments to support the revised rating. Any
changes are initialed by the evaluator (see Exhibit 3). This is a recommended method to
be used, however, additional methods for documenting a score change can be utilized
provided there is a clear audit trail of the evaluation scoring throughout the process.

If the evaluation process includes components such as oral interviews, product
demonstrations and/or site visits, the facilitator coordinates those with the evaluators.
Individual evaluator scoring and any subsequent evaluation committee meetings with
respect to such components must be conducted in accordance with the Informed
Averaging methodology.

Once all ratings are finalized and documented, each evaluator signs the last page of their
individual evaluation worksheets. The facilitator then collects all individual evaluation
worksheets and transfers each evaluator's scores from his/her respective individual
evaluation worksheet onto the final evaluation scoring worksheet (Exhibit 4). The scores
are then mathematically averaged to obtain a final score for each rating factor as well as
an overall total score for each proposal.

As referenced in these Guidelines, “evaluation documents” are defined as each
evaluator's individual evaluation worksheets and the final evaluation worksheet. If
subject matter experts are utilized, "evaluation documents" additionally includes
documentation supporting the subject matter experts' review. Departments are not to
discard, shred or destroy any evaluation documents utilized to form the basis for the
contract award until such documents would normally be discarded consistent the Board-
approved Countywide Record Retention Schedule for contracts and contract-related
documents.
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SAMPLE Exhibit 1

COUNTY OF LOS ANGELES
DEPARTMENT NAME
SERVICES — SOLICITATION NO.

PROPOSAL EVALUATION INSTRUCTIONS

These instructions, individual evaluation worksheets, proposals and other material provided to
you in connection with this evaluation (collectively, Evaluation Materials), remain
CONFIDENTIAL during the evaluation phase to preserve the integrity of the solicitation process.
The Evaluation Materials have been issued to you under the following conditions:

» For the internal use of Department.

» All Evaluation Materials are to be returned to the evaluation committee facilitator upon
completion of the evaluation process. No part of the Evaluation Materials may be
reproduced.

» Evaluation Materials must not be left unattended, and must be stored in a facility
commensurate with their sensitivity.

Evaluator’s Responsibilities

» Evaluators must be present at all evaluation committee meetings.

» Each evaluator will receive the solicitation document, all proposals that met the minimum
requirements and one set of individual evaluation worksheets for each proposal.

> Evaluators independently review and score the proposals by utilizing the solicitation
document and individual evaluation worksheets. Each evaluator records his/her score and
corresponding comments for each rating factor on his/her individual proposal evaluation
worksheet. All evaluator's comments, notes, citations to proposal page numbers, questions,
etc., are written only on the individual evaluation worksheets and appropriately support the
assigned ratings. Evaluators must include comments for each score as well as notations of a
proposal’s page numbers to facilitate the scoring discussion.

» Evaluators shall not discuss the substance of the proposals or the evaluation process, with
anyone, including other evaluators, the evaluation committee facilitator and subject matter
experts, outside of the evaluation committee meetings.

> Evaluators must be consistent in their evaluations and rely only on the content of the
proposals. Any prior experience or personal knowledge cannot be considered in the
evaluation process.

Proposal Evaluation Instructions Exhibit 1
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(NOTE TO DEPARTMENTS: Include instructions on reviews by subject matter
experts.)

» At the evaluation committee meetings, each evaluator presents and discusses his/her
individual scores assigned to each rating factor. The purpose of the meeting is to discuss
the basis for individual scores, but not for the evaluators to agree upon a particular score.

» After the group discussion and the meeting concludes, each evaluator is given an option to
revise his/her scores and corresponding comments. Evaluators make independent
determinations for any revisions in scores and/or comments based on their review and
understanding of additional information they may have obtained by the group discussion.

Y

In the event that a score is revised, the evaluator must strike out the original score,
document the new score and provide comments to support the revised rating. Any changes
must be initialed by the evaluator. (NOTE TO DEPARTMENTS: As indicated in the
“Guidelines”, additional methods for documenting a score can be utilized, however,
the method must provide a clear audit trail of the evaluation scoring throughout the
process.) Once all ratings are documented, each evaluator signs the last page of their
individual evaluation worksheets.

Proposal Evaluation Instructions Exhibit 1
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